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SUMMARY of CHANGE

DA PAM 350-58
LEADER DEVELOPMENT FOR AMERICA’S ARMY

This revision--

o Includes background information on the beginning of leader development
(Chapter1).

o Clearly defines the leader development process (Chapter 1).
o Formalizesthe leader development principles and imperatives (Chapter 1).

o Describes vertical and horizontal integration of the leader development
pillars (Chapter 1).

o Incorporatesabetterdescription ofthe self-developmentprogramand Leader
Development support System (LDSS) (Chapter 1).

o Defines progressive and sequential development (Chapter 1).

o Changes Skills, Knowledge, and Attitudes (SKAs) to Skills, Knowledge, and
Behaviors (SKBs) (Chapter 1).

o Changes Institutional Training to Institutional Training and Education
(Chapter1).

o Integrates Total Army Quality into the leader development process (Chapter
1).

o Integrates the reserve component environment throughout the pamphlet
(Chapters 1 thru 9).

o Defines mentoring (Chapter 3).
0 Address Joint education and assignments (Chapter 5).

o Changes Military Qualification Standards (MQS) to Officer Foundation
Standards (OFS) (Chapter 5).

o DefinestheArmyCivilianTraining,EducationandDevelopmentSystem(ACTEDS)
(Chapter 8).

0 Adds leader development matrices for officers, warrant officers,
noncommissioned officers, and civilians(Appendix B).
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Chapter 1 (..) possess teaching, coaching and counseling skills.
INTRODUCTION (..) can build cohesive teams.

Purpose.

This pamphlet describes the Army’s approach to leader developmengiasm and trust
for all leaders. It serves as a guide for officers, warrant officers, ’ . .

noncommissioned officers, and civilian leaders of the Active Army,  (--) accurately assess situations, solve problems, and act
the Army National Guard, and the Army Reserves. It institutional- decisively under pressure.

izes the leader development process, the three pillars of leader (..) show initiative, plan thoughtfully, and take reasoned, meas-
development, and the Leader Development Support System (LDSS)ured risks to exploit opportunities.

(..) communicate effectively while stimulating confidence, enthu-

References. _ _ _ (..) clearly provide purpose, direction, motivation, and vision to
Related publications are listed in Appendix A. their subordinates while executing operations following their super-
Explanations of abbreviations and terms. ior's intent.

Albbrewatlons and terms used in this pamphlet are explained in theBackground.Prior to 1987, the Army conducted several noteworth
glossary. '

leader development studies — Officers Personnel Management Sys-

e i ; tem (OPMS) | in 1971, Review of Education and Training for
.. Throughout the Army’s history, leadership and leader develop- = . . . '
ment have received confinuous attention. The development of com-fficers (RETO) in 1978, the Professional Development of Officers

petent and confident military and civilian leaders in the Army — Study (PDOS) and OPMS Il in 1984, Total Warrant Officer Study
from corporal to sergeant major, from lieutenant to general officer, (TWOS) in 1985, and the Noncommissioned Officer Professional
and from civilian intern to senior executive service — is our most Development Study (NCOPDS) in 1986. In 1987, the Chief of Staff,
enduring legacy to the future of the Army and the nation. Develop- Army, directed the Deputy Commandant, Command and General
ing these future leaders in light of decreasing resources an&taff College (CGSC), to conduct a comprehensive leader develop-
smaller force challenges us to maximize ever developmental oppor-ment study. That study produced the current leader development
tunity. A trained and ready Army will always require leaders who system and process; a support system to monitor and adapt to the
are professionals in every way — leaders who exemplify traditional effects of change on Army leader development; and leader develop-
Army values and professional ethics. ment action plans for officers, warrant officers, noncommissioned
.. Values are the bedrock of professionals. They influence leadergfficers, DA civilian, and the Reserve Component. In 1991, the
attitudes, behavior, and decisions. History shows successful leadergeader Development Investment Strategy study developed principles
are competent in and committed to the profession of arms; upholdy,g jmperatives to synchronize leader development initiatives as the
the dignity and respect of all individuals; are physically and morally Army downsized. Additionally, committees recommended invest-

courageous; candidly and forthrightly deal with others; and are will- |0 o204 divestment's, as appropriate, to offset the impact of
ingly responsible for the performance of their unit/organization and dwindling resources ' '

every individual entrusted to their care. ) .
.. Professional ethics set the moral context for service to the 1he Army’s Commitment The Army of tomorrow relies on the

nation and inspires the sense of purpose necessary to preserve ofymy of today to accept the challenge and responsibility for the
nation and protect our worldwide national interest. Army ethics development of leaders for the future.

contain the values that guide leaders. When taking the oath of .. The Army is committed to the development of its leaders at all
service, leaders must embody loyalty to the nation, the Army, andlevels. This commitment extends equally to all officers, warrant
the unit and each individual in it. By their actions, leaders must officers, noncommissioned officers, and DS civilian of the Active
display uninhibited loyalty, selfless service, unquestionable integrity, Army, the Army National Guard, and the US Army Reserves.
and a total commitment to fully performing assigned and implied | eaders must be appropriately developed before assuming and while
duties. occupying leadership positions — to ensure they are competent in

. As we shape a smaller Army to meet the expanding challenges,, confident of their ability to lead at the level assigned. In short,

of the 1990s and beyond, we also must develop leaders who underthe goal is to develop competent, confident leaders who can exploit
stand and can exploit the full potential of present and future Army

doctrine. In a world undergoing unprecedented and acceleratingthe full potential of present and future doctrine.

change, we must ensure the Army can fulfill its vital roles in all _-- Army leaders gain their skills, knowledge, and behavior
aspects of our national security and national military strategies. Our(SKBS) through a combination of schooling, assignments, and
leaders must be versatile to ensure success in war and Operatiorglf—development. Behavior refers to actions or reactions to specific
other than war — in the combined arms, joint, combined, and situations based on attitude, beliefs, and values. Unlike attitudes,
coalition arenas. This need demands leaders who — behavior is easily measured and influenced through positive and
(..) anticipate, manage, and exploit change. negative reinforcement.
_ (..) are versatile enough to operate successfully in war and opera- .. The Army’s formal leader development system is progressive
tions other than war.. . , — prepares leaders for increased levels of responsibility, complexi-
(..) exemplify the highest professional and ethical standards. 1y and difficulty; and sequential — the next logical step in the
(.-) uphold the dignity of each individual. education/training or assignment process builds upon the previous

(..) display technical and tactical proficiency, while exploiting the |oye| — without | Th t il £ A
full potential of advanced technology and accounting for the humanlg\‘;zer dev\\/ltlelo?)l:ner?trg(?igg?gsi) ree strong piiars support Army

dimension.

Overview.
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ARMY LEADER DEVELOPMENT MODEL

INSTITUTIONA RATIONAL SELF
TRAINING ASSIGNMENTS ~ DEVELOPMENT

& EDUCATIO

TR

B

THREE PILLARS ... INTERCONNECTED...
PROGRESSIVE AND SEQUENTIAL

Figure 1. Army Leader Development Model
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The Pillars Lessons learned from recent wars, humanitarian relief

operations, and exercise suggest the Army’s progressive, sequentiallAQ is an integral part of the leader development process. The
and three—pillar approach to leader development is sound and proimplementation phases are aligned with the three pillar leader devel-
duces the quality leaders our nation requires. The three pillars ofopment model as follows:

leader development — institutional training and education, operation ~ |stitutional Training and EducationDuring the awareness

assignments, and self-development — are dynamics and interconppaqe of TAQ, institutions teach leaders the importance of TAQ and

nected. The individual gains SKBs at the institution and practices how it works. They also provide the skills, knowledge, and behavior
them during operational assignments to refine skills, broaden knowl-%

/ . . %KBS) necessary for leaders to coach and train the SKBs required
edge, and shape behavior. Meanwhile, these experiences are shar S . . . X
during institutional training and education. Self—development en- 0 accomplish improvement projects during operational assignments.

hances, sustains, and expands SKBs assignments. The pillars adapt-- Operational Assignment3he awareness process continues as
to force structure reductions; constrained resources; and advance§aders prove their commitment to TAQ through personal example
and changes in doctrine, technology, and policy — as well as indi-and instructions in their organizations. They also assess the behavior

vidual professional objectives. of the organization’s members and the value of products they pro-

. Institutional Training and EducatiorThe Army's school sys- duce and services they provide. Leaders then task organize (team
tem provides leaders training (what to know) and education (how tobuilding) as necessary to carry out and sustain the TAQ effort.
do) and the opportunity to acquire SKBs needed to perform duty Implementation (action) involves changes in behavior and draws
positions requirements. Training and education usually precede sigupon many attributes associated with quality leadership and leader
nificant new levels of operational assignments. In each case, thedevelopment (e.g., training, coaching, counseling, reinforcement.)
institutional base is the foundation upon which we develop leaders Seli-Development.eaders enhance their knowledge of TAQ
to realize their maximum potential. To foster this transition, leaders 4y maintain proficiency in the SKBs acquired during institutional
attend institutional training courses following appropriate career de-ygining and education through aggressive individual and unit struc-
velopment models. Training and education provides the theoretlcaltured self-development programs. These programs can include

baseb erational Assignment@perational assignments translate the reviewing the lessons learned from successful TAQ activities,
- 9P 9 p 9 short—term unit projects, and reading Total Quality Management

theory into practice by placing leaders in positions to apply those ;. )
SKBs acquired during institutional training and education. Repeti- gtféag;?,igyfugﬁf such as Edward W. Deming, Joseph M. Juran,

tive performance of duty position requirements (practice) refines the® ™ - ) .
leader’s skills, broadens his knowledge, and shapes his behavior anBrinciples and Imperative©ur leader development system is an-
attitudes. Through experience gained during operational assigiered in two principles and twelve imperatives (figure 2). All
ments, leaders acquire the confidence and competence needed fdeader development actions are considered within the realm of these
more complex and higher level assignments. Commanders enhancprinciples and imperatives. The two principles — properly sequence

leader development by: institutional training and education, operational assignments, and
(..) assigning individuals progressively more complex and de- self-development; and retain progressive and sequential career de-
manding duties; velopment models for all leaders in their respective developmental

(..) assessing their performance against standards, and providingreas — provide the broad foundation upon which the rest of the
information on strengths, weaknesses, and developmental needs;system is built. The twelve imperatives are aligned with the pillars
(..) counseling and coaching regularly; and as follows:
() helping them prepare and execute developmental action plangnsitutional Training and Education  Retain progressive and
to achieve maximum growth. o _ sequential education systems. Ensure that leaders successfully com-
.. Self-Developmengelf-development initiatives focus on maxi- plete the proper education and training to prepare them for subse-

".‘52'2? IE:S;: 32‘32%?1’6%'n'n;;'sng_rvk\]’:alc(gﬁszets'.:nrgoa:ght'ﬁ;w%.".‘r?"quent operational assignments. Reduce unnecessary redundancies in
viau velopm 9 : pti . XING :ourses of instruction. Incrementally develop challenging, more
weaknesses or reinforcing strengths. Self-development is a continu-

- 2 O . complex SKBs.
ous process — taking place during institutional training and educa- ) ) » ,
tion, and during operational assignments — that should also stretch - Train Ieadprs in critical tasks they will need as future Ieaders.
and broaden the individual beyond the job or training. It's a joint Don't waste time on courses that do not support an operational
effort involving commanders, leaders, supervisors, and subordinatesneed.
The individual and his leader structure self-development actions to .. Develop leaders according to the total Army concept. Soldiers
meed specific individual goals and needs. Initial self-development isand civilians of the Active Army and Reserve components are
generally narrow in scope. The focus broadens as individuals learrequally essential to the success of our national security.
their strengths and weaknesses, determine needs, and become more  Keep quality instructors — with experience — in the training
independent. Leaders prepare developmental action plans 10 MaBase Ensure that career development models support instruction
self-development efforts and set priorities for improving perform- duty as an important developmental opportunity.
ance _and achieving maximurm potential. Self—devz_elc_)pment actions Select best qualified leaders for resident courses. Given the
may include selt-study, reading programs, and civilian education costs of education in dollars and TTHS (Trainees, Transients,

courses that support development goals. > X
Total Army QualityThe Army management philosophy (Total Army Holdees, Students) accounts, we must invest wisely to get the

Quality) — do the right things, the right way, for the right reasons 9reatest payoff for our costs.

(the first time), and constantly strive for improvement (AR 5-1) — .. Produce qualified students and instructors. Schools are just as,
focuses on increasing productivity, encouraging behavior, and im-if not more, important developmental grounds for instructors as for
plementing management systems for improving work processes. Tostudents. Good instructors continue to teach the right things when
tal Army Quality (TAQ) reinforces the relationship betweethey return to operational assignments, and they are more competent
leadership (philosophy) and management (approach). All leaders arén their jobs.

managers. They must know and understand the TAQ concept; how  provide the right mix of resident and nonresident instruction.

TAQ contributes to unit readiness, combat effectiveness, and mis<ye cannot afford to educate everyone or teach everything in the
sion accomplishment (discussed in this pamphlet Leadership forj,titution.

Total Army Quality and AR 5-1); and the phases of implementing
the system; awareness, assessment, team building and action.
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l LEADER DEVELOPMENT PRINCIPLES AND IMPERATIVES I

IMPERATIVES
* RETAIN PROGRESSIVE * PROVIDE LDR DEV + STRESS INDIVIDUAL'S
AND SEQ TNG & ED SYS ASSIGNMENTS RESPONSIBILITY FOR
« TRAIN LDRS IN CRITICAL * PROVIDE ADEQUATE SELF-DEVELOPMENT
TASKS TNG OPPORTUNITIES + IDENTIFY, SPECIFY
« DEVELOP TOTAL ARMY + ASSIGN BASED ON LDR AND REFINE SELF-
« KEEP QUALITY DEV PRIORITIES DEVELOPMENT
INSTRUCTORS REQUIREMENTS
« SELECT BEST QUALIFIED
FOR RESIDENT COURSES
» PRODUCE QUALIFIED STU-
DENTS & INSTRUCTORS
* RIGHT MIX RES/NONRES
INSTRUCTION | |
INSTITUTIONAL  QPERATIONAL SELF
TRAINING ASSIGNMENTS  DEVELOPMENT

& EDUCATION

5

s
PRINCIPLES & IMPERATIVES

 PROPERLY SEQUENCE INSTITUTIONAL TRAINING,
OPERATIONAL ASSIGNMENTS AND SELF-DEVELOPMENT

 RETAIN PROGRESSIVE AND SEQUENTIAL CAREER
DEVELOPMENT MODELS IN ALL DEVELOPMENTAL AREAS

Figure 2. Leader Development Principles and Imperatives
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Operational Assignments  Provide leaders critical experiences The Army can help individuals by outlining appropriate resources
they will need for the future. Commanders, supervisors, and thethat will contribute to self—~development.

Department of the Army (DA) should ensure that leaders affe processConfident, competent leaders do not just suddenly
developed through challenges in key assignments that prepare themgpnear. They are developed. But as Clausewitz said, “there must be
for their next level or responS|b|I|Fy_. o a spark within the individual” that is the essence of his leadership
- Provide leaders adequate training opportunities in adequately . yjiies Some have a brighter spark than others. All leaders;
manned and resourced units. A hollow force with inadequate train- | W ever develop over time through a carefully designed progres-

ing resources does not permit leader development in units. . - . A S 2
. Assign leaders based on leader development priorities. MakesSion of schools, job experiences, and individual initiated activities.

assignments to develop leaders and meet unit and DA requirementé‘s leader development unfolds in each of the three pillars, a contin-

— should be neither a “fair-share” nor “fill-the—holes” distribution Uing cycle of education and training, experience, assessment, feed-
system. back, and reinforcement and remediation occurs. As a leader
Self-Development  Stress the individual’s responsibility for Progresses in his career and faces new challenges (promotions, posi-
leader development. The best career manager is the individtians of greater responsibility, additional duties, and schooling), he
Self-assessment and taking appropriate remedial or reinforcing acmust be developed to meed those challenges. During this leader
tion is critical to a leader's success. Self—development programsdevelopment process, the responsibility for a leader's complete de-
should include activities that stretch the individual beyond the job or velopment is mutually shared by the leaders of the Army education
institutional training, such as a university education. system, commanders and leaders in the field, and the leaders them-
.. Identify, specify, and refine self-development requirementsives (figure 3).
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’ LEADER DEVELOPMENT RESPONSIBILITIES I

INSTITUTIONAL
TRAINING
SCHOOL COMMANDANTS IN COMMANDER/SUPERVISOR
ARMY SCHOOL AND SUSTAINING | PROVIDE SUBORDINATE LEADERS
BASE TRAINING SYSTEM 2::32{2’:&&‘;%:05
j s;g\T,:EDEAHN'NG OBJECTIVES  PROVIDE INITIAL ASSESSMENT

* TRAINING y DEVELOP ASSIGNMENT PLAN (MIL)

* TRAINING MATERIAL {/ SET CLEAR ORGANIZATION AND

 ASSESSMENTS INDIVIDUAL STANDARDS

* FEEDBACK | ASSESS, PROVIDE FEEDBACK, AND

+ COUNCELING

ASSIST INDIVIDUALS IN PLANNING
DEVELOPMENTAL ACTION PLANS

* EVALUATIONS

\ \ PROVIDE COUNSELING,
¢ SELF- EVALUATION, PROGRESSIVE, AND
\JSELF'ASSESSMENT DEVELOPMENT SEQUENTIAL ASSIGNMENTS
SELF-STUDY

J PROFESSIONAL ORG v PROVIDE METL BASED LEADER

S

TRAINING

J PROFESSIONAL READINGWRITING
Y JOINT EFFORT, BUT..

PERSONAL RESPONSIBILITY OF EACH LEADER

Figure 3. Leader Development Responsibilities
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The leader development process is similar for officers, warrant offi- A phase of vertical integration is merely the next, sequential step up
cers, and noncommissioned officers in the Army. The principles andin level of responsibility. Leaders work through the process
imperatives apply to developing here leaders in the Active Army, developing and honing their skills and, when assessed as ready —
Army National Guard, and US Army Reserves. However, institu- by commanders, supervisors, instructors, etc. — proceed to that next
tional training and education must be configured to meet time andjeyegl.

geographical differences peculiar to the Reserve Component (RC)yg 4, example, company, battery, and troop commanders should

environment. RC leaders must balance their military responsibilities . -

with the demands of their civilian jobs. Although the required num- ngeI;g%;ppaﬂﬁrlzieegjgféo%?f]iiztgl) lii%e;zﬁiglt?gr? ((%IaALtg;)an;Os;zc-
ber of annual training days per year is 39 (two weeks of annual o e )

training and two days inactive—duty training per month), RC leaders command. Similarly, noncommissioned officers should have served
traditionally spend far more time than this pursuing their institu- &S t€am and squad level leaders and have already attended PLDC,
tional training and education courses and meeting unit operationalBasic Noncommissioned Officers Course (BNCOC), and ANCOC
assignment missions. It is important for Active Army leaders to gain before being assigned to platoon sergeant or battle staff positions.

an appreciation and understanding of these RC challenges. Reserve Component personnel should progress through the same or
The formal leader development process begins with instruction. ForRC—configured courseware (RC3) institutional training and educa-
commissioned officers, leader development begins during precom-tion (within unit type, size, and location constraints). Civilians gen-
missioning training. Warrant officers attend Warrant Officers Candi- erally do not progress to key leader positions without the proper
date School (WOCS) while sergeants attend the Primary Leadershigequencing to technical and — for some — supervisory or manage-
Development Courses (PLDC). The civilian process usually beginsrial experience and training.

with the Intern Leadership Development Course (ILDC), which pre- Throughout the development of a leader, the education and training,
cedes graduation to journeyman-level positions. Leader developyperience, assessment, feedback and reinforcement/remediatior
ment continues throughout a leader's tenure as he is selected 10, 055 occurs in a logical and progressive sequence (figure 4). The
Serve in posiions of_lncreasmg respo_nS|b|I|ty and authont)_/, Itis a mission, the needs of the unit, and the demonstrated potential of the
continuous, progressive, and sequential process. Appendix B CONjoq kept sharolv in f d ¢ al be bal d
tains matrices showing the key leader development responsibilitiese‘"’l er are .ep sharply in ocus.an must always be balanced.
of the institutional commandant, operational unit commander/super-ASseéssments a method used to figure out, from performance, the
visor, and individual for carrying out this process. proficiency and potential of leaders. Ideally, assessment is character-
Integrating the training, education and development activities thatized by an objective judgment against known (criterion-based)
take place in the three pillars ensures leader growth and developstandards. These standards can be found in Army Training and
ment remain focused on the Army’'s needs, and the individual's Evaluation Programs (ARTEP) manuals, Military Qualifications
needs. Additionally, leader training, education, and assignments,Standards (MQS) manuals, Officers Foundations Standards (OFS)
must be aligned horizontally and vertically. media, Soldiers Manuals, and Standard Operating Procedures. The
Horizontal integration ensures corresponding training for individuals senior leader must discuss and, if necessary, clarify these standards
(regardless of rank) who are assigned to specific leader lev@ld expectation s with subordinate leaders early in the development

throughout the Army. For example, the Officers Basic Courgeocess. An assessment should be non-threatening, unbiased, and
(OBC), Warrant Officers Basic Course (WOBC) and Advance Non- \ninflated. It is not an evaluation.

—C.o.mmlssllon.ed Offlcer. .Course (ANC.OC) have many COmMmMO{ksessments should provide leaders with useful feedback on per-
training objectives and critical tasks. Terminal and enabling learning

objectives (task, condition, and standards) focus on compar;IB[gnance' A.t the unit or organ_lzatlonal level, assess_ments help sen-
SKBs needed for duties, responsibilities and missions assigned tdof leaders in developing assgnment p.atterns, training plan.s, and
leaders in specific size units. Similarly, the branch Officers Ad- developmental programs ]‘or their subordinates. Assessments |'dentn‘y
vanced Course (OAC), Warrant Officers Advance Course (WOAC), those SKBs that subordinate leaders have performed or failed to
and First Sergeant Course (FSC) should have correspondp§éform to standard. Naturally, leaders must conduct self-assess-
training. ment in their own self-development programs.

Vertical integration, on the other hand, ensures progressive andreedbackis an intermediate step between assessment and evalua-
sequential training, education, and developmental opportunities up-tion. Useful feedback is clear, formative guidance related to the
ward within each system; for officers, WO, NCO, and civilian. process, standard, or outcome of an event. It focuses on assessment
Course training objectives and critical tasks are based on SKBsdeterminations and is most helpful when presented in a way that is

leaders need for future assignments. Current training and educatiomoth positive and allows individuals to self-discover strengths and
build on previous training and experience. The training and experi-yeaknesses.

ence qualify individuals for promotion and assignments following
career development models.
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LEADER DEVELOPMENT PROCESS

INSTITUTIONAL ~ OPERATIONAL
TRANING ~ ASSIGNMENTS
& EDUCATION

& TRAINING

=~ REMEDIATION & REINFORCEMENT -

+SPONSORSHIP [ e cou NSELING

*RECEPTION STANDARDS AND

+INTIAL __MQS | SOLDIERS MANUALS| ARTEF EVALUATION
R NEXT PROGRESSIVE AND SEQUENTIAL
/PROMOTION | ASSIGNMENT

[SCHOOL SELECT/

Figure 4. Leader Development Process

NON-SELECT
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Additionally, this feedback allows the senior and subordinate leadersinstitutional training and education are the foundation upon which
to design appropriate reinforcement or remediation programs. Rein-eaders are developed to realize their maximum potential. It consists
forcement nurtures continued success. Through the after—action reef resident and nonresident instruction for officers, warrant officers,

view (ACTIVE AND RESERVE COMPONENT) process, thenoncommissioned officers, and civilian education systems and func-
senior leaders help and guide subordinate leaders to self—discovefional courses.
where they did a good job and what factors contributed to that

success. Applied to leadership performance, this process encourageg,a equcation systems — Officers Education System (OES), War-

leaders to apply effective actions in similar situations. Leadership ...+ officers Education System (WOES), Noncommissioned Offi-
AARs can also specify remedial actions for subordinate leaders tha%

- . ers Education System (NCOES), and Civilian Training and
should correct their weaknesses and bring them up to stated stan = Jucation Development Svstem — provide the progressive and se-
ards. Throughout this developmental leadership process, subordinat P y P prog

leaders should receive guidance and updates on the status of thei]ruential training and equpgtion that prepares individuals for posi-
progresses tions of greater responsibility (figure 5). Functional courses such as

Assessment feedback can include one—on—one verbal discussiond&€-Command, Ranger, Airborne, First Sergeant, Battle Staff NCO,
letters, notes, counseling forms, command inspection reports, certifi-and the TRADOC Training Developers Course provide additional
cation programs, peer and subordinate comments, and leadershifualification training so leaders can acquire requisite skills, knowl-
AARs. Ideally, the senior leader will help the subordinate develop €dge, and behavior needed for specific assignments.

an action plan that identifies the SKBs that need reinforcement or

remediation and the action needed to enhance or correct leadelnstitutional training and education provides the foundations for
performance. leader development. It is a foundation on which unit commanders
After many feedback opportunities, senior leaders should conduct aand supervisors can build, mold, and shape leaders and on which the
comprehensive counseling session with the subordinate leadeweloping leaders can base their self—~development.

Counseling should summarize a series of assessments that compare

observations about subordinates against known standards. Senigsroponents prepare individual training plans (ITP) to train, develop
leaders should use these counseling sessions to develop recommegnq evaluate SKBs for leaders at all levels. They develop strategy
dations for overall improvement strategies. Senior leaders shouldyng products needed to carry out plans. Products include Soldier's
plan these sessions so that they cover no new information, whileyany41s, Military Qualifications Standards (MQS) manuals, exten-
phrowdlng su_bordmatgs with a rating. An evaluation usually follows sion training material, trainer guides, and Training Support Packages
the counselllng'sessmn. (TSPs). Additionally, branch proponents develop career develop-
An evaluation is a document, permanent record of performance,mem models that guide leader growth and development throughout

knowledge, and capabilities covering a specified period. It is the o
formal rating of past performance. The evaluation is the cumulative careers. Career development model initiatives encompass the three

result of previous assessments, feedback, and reinforcemenpII s of the leader development process. An example of a generic

remediation efforts. Reinforcement and remediation should continue®''Cers career development model is shown in figure 6. Similar

upon conclusion of the evaluation phase. In contrast with assessM0d€ls exist for warrant officers and NCOs. The Army Civilian

ments, evaluations are directly linked to a leader's selection for 1r@ining, Education, and Development System (ACTEDS) serves a

promotion, schooling, and various duty assignment. similar function for some civilian career fields.

Not all leaders will develop at the same rate or to the same level.

Thus leaders must be placed in positions of leadership for whichProponents develop course programs of instruction (PIOs) with

they are prepared. A leader should meet the commander’s or superlearning objectives designed for specific branch missions. Learning

visor's entry minimums for a leadership position before he is thrust objectives consist of leadership and technical and tactical tasks that

into that position. promote the acquisition of SKBs that the leaders need to success-
fully fulfill their roles, perform duties, and accomplish missions.

Institutional training and education are equally essential to the de-
velopment of all leaders. Trainers are held to TRADOC standards
regardless of how or where the training takes place.

Chapter 2
INSTITUTIONAL TRAINING AND EDUCATION
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Maintaining synchronized leader training, education and develop-
Reserve Component (RC) institutional training and education re-ment programs in units is a continuing challenge. Commanders,
quire careful planning to accomplish the training tasks while adapt-leaders, and supervisors should execute programs that focus on
ing to the time and geographic constraints unique to the RC. RCsharpening developing leaders’ SKBs and experience. Figure 7 out-
leaders can attend either the Active Army course or usually, an RCjines some of these programs.
version configured for a combination of inactive duty training and METL-based leader training to enhance and sustain SKBs
active duty training periods. TRADOC has an active affiliation pro- a-i.ned during institutional training and education and bprepare
gram between its resident schools and US Army Reserve Force g mn o 93 prep

eaders for operational missions. By using the METL as a frame-

USARF) schools. This program is being expanded to include the . .
g\lationaI)Guard academiF:es.g g exp work or basis, leaders can concentrate on honing those SKBs that
support the unit mission.

To ensure that we develop confident and competent leaders who can .. In 1943 Field Marshal Erwin Rommel said “the best form of
carry out their duties today and meet the demands of increasedvelfare for the troops is first class training.” Tough, realistic train-
responsibility in the future, institutional training and education pro- ing — for military and for appropriate civilians — at home stations
grams must use the best teaching and training methods. The inand at combat training centers (CTCs) provides battlefield—like
creased use of small-group instruction within the Army school demands and stress on leaders at all levels.

system, highly competent instructions and facilitators, improved de- | aaders need to balance the emphasis they place on the devel-
velopmental leadership assessment techniques, and precise de“”b‘pmental needs of all subordinate unit leaders — officers, WOs,
tions of the SKBs expected of leaders at each level of developmenNCOS’ and DA civilians. A significant challenge is developing and

all contribute to leader development. maintaining the SKB proficiency of those in TDA (tables of distri-
bution and allowances) units. Encouragement of self-development
programs can make a significant difference in the development of

Chapter 3 leaders in TDA organizations.

OPERATIONAL ASSIGNMENTS .. The articulation of clearly defined standards — as outlined in
the Officers Foundation Standards (OFS) System, Army Training

Operational assignments should place leaders in positions that enand Evaluation Programs (ARTEPs), standard operating procedures

hance SKBs acquired during institutional training and education. (SOPs), and soldiers’ manuals — help commanders, leaders, and

Repetitive performance of duty position requirements (practice) re- sypervisors assess developing leaders’ performance and potential.

fines skills, broadens knowledge, and shapes behavior — and possi- .. After action review, developmental leadership assignments, and

bly attitude. During operational assignments, leaders gain E)hne on—one feedback provide a mechanism to inform leaders of
experience needed for more complex and higher—level assignments, = ™ provide a m ' :
their strengths and areas needing improvement.
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.. Doctrine, since it is not prescriptive, allows leaders the oppor- they are not required, to pass through each phase sequentially. An
tunity to grow by exercising judgment under varying conditions. intern, for example, may progress directly to a non-supervisory
Tactics, techniques, and procedures provide examples of how amanagerial position on a headquarters staff without ever being a
mission might be accomplished; but again, the leader must employsupervisor. A civilian can be a first-time hire as a supervisor,
judgment in their use. ) ) manager, or executive or could elect to remain at a given grade or

.. Staff rides, tactical exercises without troops (TEWTS), and phase for an entire career. In key areas such as acquisition manage-
professional development classes and seminars reinforce SKBS aGyent, |ogistics, and information and installation management, new
quired during institutional training and education, and encourage nroqrams will train generalists capable of performing in leadership
sustainment of perishable SKBs. positions previously held by military officers.

.. Certification and verification programs assess an individual's G hical ilability of uni he RC leader's h f
skills and knowledge against measurable standards. eographical availabllity of units near the eader's home often

. Instruction on the history and traditions of the unit or organiza- €Onstrains operational assignments opportunities for RC leaders.
tion instills esprit and fosters teamwork. Commanders play an |mportant role in developlng tht_elr subordinate
Creating an environment where developing leaders is the priorityl€@ders by ensuring progressive and sequential assignments. Com-
mission in the command or organization enhances the value andnanders should make every effort to ensure the tenure of leaders in
effectiveness of leader development during operational assignmentskey command and staff positions is not excessive. Excessive tenure
Commanders, leaders, and supervisors enhance the development 8f an assignments stagnates the professional development of many
subordinates by assigning them to progressively more complex andthers who are looking to move up and take on more challenging
demanding duty positions. They should counsel and coach subordiassignments. Special emphasis must be placed on ensuring leaders
nates on a regular basis and ensure necessary education requirare fully qualified in terms of schooling and experienced before they
ments are met. Commanders should establish formal leades placed in positions of greater responsibility. It is always difficult
development programs that focus on developing individual leadersto choose between keeping someone for annual training or releasing

and teams, and ensure subordinate leaders understand i@l to go to school. The leader must realize that the short term
strengths, weaknesses, and developmental needs. “lost” is a long term investment.

The commander’s or supervisor’s direct involvement in the develop-

ment of leaders during operational assignments, articulated in FM

25-100, Training the Force, is critical. He decides leader assign-

ments, formulates, supervises, and executes collective and individuathapter 4

training, to include professional development programs, and acts aSE| F-DEVELOPMENT
the organization’s primary teacher, coach, counselor, and — in spe-

cial cases — mentor. Mentoring is more personalized and md'V'du'Self—development is a planned, competency—based, progressive and

alized than teaching and coaching. It is an optional, subjective . T i
process between a concerned senior leader and a very select few &equentlal process individual leaders use to enhance previously ac-

his subordinates. Mentoring involves candid dialogue, career advisedtiréd SKBs and experience, and the enhance readiness and poten-

caring and support, commitment, and assistance with assignmentst.ial for progressively more complex and higher—level assignments.
Because today’s training, coaching, and mentoring will guide subor- S€lf-development focuses on maximizing leader strengths, minimiz-
dinate development long after today's commanders pass from thd"d Weaknesses, and achieving individual leader development goals.
scene, commanders and senior staff officers must understand thdhis, it involves:

leader development process and their role in its execution. .. a continuous process that takes place during institutional train-
Further, they must understand how leader development activitiesing and education and operational assignments.
must be an integral part of their unit training program. Senior 3 joint effort involving commanders, leaders, supervisors, and

leaders will often be judged as much by how well their subordinatesihe supordinate.

perf(_)r_m_ as how they themselves_perform. . . actions structured by the individual and his commander, leader,
At division (and comparable organizations) levels and above, senior . I

leaders should provide broad guidance for structuring leader devel O SUPENVISOT to meet spegﬂc individual goals.an.d. needs. .
opment opportunities for their staffs and subordinate commandersSelf-development starts with an assessment of individual leadership
during operational assignments. Subordinate leaders then refine thi$KBs and potential (figure 8). Assessment identifies the individual's
guidance within the intent of the senior leader. The greatest interacStrengths, weaknesses, and developmental needs. Commanders
tion between leaders occurs at the lower levels of command andeaders, and supervisors provide feedback and assist subordinates in
staff assignments; therefore, leader development programs should béguring out causes for these strengths and weaknesses and courses
most active where day—to—day operational challenges are resolvedof action to improve performance by reinforcing strengths and
Commanders and senior leaders at installations, activities, and majoremediating weaknesses. Together they prepare developmental ac-
Army commands (MACOMSs) present programs, often through their tion plans that map a path for self-development efforts and rank
civilian personnel offices (CPOs), to orient civilian employees on actions for improving performance and achieving maximum poten-
Army organizations, ethics, and values. Technical training is empha-tial. Each leader's knowledge and perspective increases with age,
sized at this level. Commanders are responsible for ensuring civilianieye| of schooling, institutional training and education, and opera-
emplo